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Any school district, like every other governmental unit,
faces problems of defining its goals and its specific objec
tives, and then determining how well they can be accom
plished within budget limits. It must set its priorities, in
other words—

PPBS FOR A SCHOOL DISTRICT
by Harold 1. Steinberg and Robert A. Nielsen
Peat, Marwick, Mitchell & Co.

era of steadily climbing
school costs and steadily increas
ing taxpayer resistance to higher
school taxes, some form of control
ling mechanism must be found if
we are not to see entire school dis
tricts close down. We believe that
a PPBS—a planning, programing,
budgeting system—offers such a
mechanism, giving the school dis
trict a realistic understanding
of the needs of its community, de
termining whether the district is
achieving the desired results, and
doing it all within the budgetary
constraints of a livable tax structure.
n this

I

The system requires a school dis
trict to recognize its role in the
community, to develop concrete
statements of planned accomplish
ments, and then to apply the
limited resources available to attain
the stated goals and objectives. By
this emphasis upon analysis and
evaluation, the district develops a
better understanding of where it is
going, is able to manage its affairs
more effectively, and can accumu
late and disseminate more and bet
ter information for decision making
at all levels within and outside of
the organization.

While planning, programing, and
budgeting are procedures and con
cepts already familiar to most
school men, the usual practice is
that each of these areas is ap
proached separately and indepen
dently of all others. Under PPBS,
planning, programing, and budget
ing are valued as a single system
consisting of well defined elements
and processes properly coordinated
into an integrated, effective whole.
Let us now take up each element
in turn, starting with planning and
its emphasis upon goals and ob
jectives, and show how it contri-

Adapted, with permission, from an article in Management Controls, July, 1971.

28

Management Adviser

butes to and complements the
others.

system. Naturally, these lowerlevel goafs relate to and support
the higher-level goals.

Goals

An effective organization exists
for the accomplishment of certain
end results. Without these, actions
are taken and decisions made with
out reason or purpose. Accordingly,
the first aspect of a PPBS states
that sound planning requires that
the district be quite clear about
what it wants to accomplish dur
ing both the long and short range.
To determine direction and pur
pose, a district must become fa
miliar with the needs, problems,
and aspirations at the school level,
in the community as a whole, and
in the nation, so that a proper
translation may be made into dis
trict goals. A goal is a statement of
broad direction, purpose, or intent
based on the identified needs of the
community. Here are some exam
ples of how a goal may be ex
pressed:
• To provide quality education
that will help every child acquire
the habits and attitudes associated
with responsible citizenship.
• To provide quality education
that will help every child acquire
the greatest possible understanding
of himself and an appreciation of
his worthiness as a member of so
ciety.
• To provide quality education
that will help every child acquire
—to the fullest extent possible for
him—mastery of the basic skills in
the use of words and numbers.
• To provide quality education
that will give every child oppor
tunity and encouragement to be
creative in one or more fields of
endeavor.

When goals are articulated for a
school system, they are usually dis
trict-wide, all-encompassing state
ments of philosophy or purpose.
However, before goals can be used
to guide a system’s activities in a
meaningful way, more specific
goals must be developed for lower
levels of activity within a school
March-April, 1972

Objectives
While goals provide the basic
guidance for all activities in the
district, they are broadly stated and
do not provide the explicitness
necessary for measuring results.
Therefore, to bring the planning
process to a level where decisions
can be made, actions taken, plans
implemented, and results evaluated,
objectives must be set. Objectives
are desired accomplishments that
can be measured within a given
time period. Achievement of the
objective advances the system to
ward a corresponding goal. Accord
ingly, objectives must reflect and
support achievement of the estab
lished goals. The following are
some examples of typical objec
tives:
• Upon completion of the term,
a sixth grade student will be able
to read and pronounce with 80 per
cent accuracy a list of sixth grade
words selected from the basic
Stanford Achievement Test—Read
ing.
• Upon completion of the term,
60 per cent of eleventh grade stu
dents will score at least at the
county average on standardized
tests on reading comprehension.

The first aspect of a PPBS
states that sound planning

requires that the district

be quite clear about what
it wants to accomplish

during both the long and
short range.

These objectives are measurable
within a time frame and state as
specifically as practical how the de
gree of achievement will be de
termined or measured.
The process for developing ob
jectives is similar to that of de
veloping goals. Objectives, like the
goals they support, can be grouped
and arranged in a hierarchy with
lower-level and more specific ob
jectives contributing toward higherlevel, broader objectives.
It is not necessary that objec
tives be developed for each higherlevel goal in the goal structure. For
example, at the district-wide level,
the goals are generally broad and
philosophical and not specific
29

enough for developing practical ob
jective statements. However, as the
goal statements become more spe
cific and more in tune with groups
of specific needs or persons to be
served, the objectives can provide
the basis for future action. At what
point in the goal structure this
occurs is a question of judgment
and understanding of the planning
process in the district.
A critical factor in developing
objectives is the selection of
methods and criteria by which the
objectives can be evaluated. The
assessment of achievement is often
very difficult in education, and'
either objective or subjective eval
uation measures (or both) may be
appropriate in any given situation.
In many cases, standardized tests
or pupils’ grades satisfy the need
for measurement. In other cases,
measures such as attendance level,
attitude scale, dropout rate, or the
professional
judgment of the
teacher would be used.
Moreover, it is important that
evaluative criteria be defined
which indicate the desired level of
attainment with the selected eval
uation method. For example, if a
standardized test is the basis for
evaluation, then the criteria could
be the percentage of students
achieving a score of 100 on the exHAROLD
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amination or, alternatively, the per
centage of students scoring 80. The
criterion which is chosen is a de
cision of the district, but only after
it has had an opportunity to an
alyze the pupil population and re
view historical and statistical data.
In defining each objective, the
evaluation methods and criteria
must be given full consideration.
Without some plan for evaluation,
the district is not truly able to as
sess the accomplishment of an ob
jective.
Constraints
While the development of goals
and objectives represents a very
creative stage of planning, such
statements, at least at the objec
tive level, must be feasible in the
light of the political, economic, and
social environment in which a dis
trict functions. Hence, in defining
goals and objectives, constraints
must also be identified, docu
mented, and used as a guideline.
Constraints are conditions which
exist within and outside the school
system which limit the range, level,
or method of operation. Some ex
amples are:

• Geographic: The district
is remote from scientific and
cultural centers.
• Demographic: There is a
preponderance
of children
from families with low educa
tional attainment.
• Financial: The tax base
has just about reached the
limit the citizenry will accept.

has been a member of

the seminar staff of the National Association

of Independent Schools. He is a graduate of

Syracuse University and of New York Univer
sity.

His articles

periodicals.

have appeared in

ROBERT

A.

NIELSEN,

several

CPA,

is

a manager in the New
York office of Peat, Mar

wick, Mitchell & Co. He
has

been

speaker at

a

frequent

professional

conferences including the
New York State Asso
ciation for Supervision
and Curriculum Develop
Cooperative
sen

is a

ment and The Board of
Educational Services. Mr. Niel

member of the

Association of School
the AICPA.

30

New

York

State

Business Officials and

Programing
The key element in attaining the
stated objectives is the develop
ment and implementation of the
programs. A program is a group of
interdependent, closely related ac
tivities or services progressing to
ward, or contributing to, a com
mon objective or set of similar ob
jectives. The development of pro
grams to meet these objectives en
sures that activities are directed
toward the needs of the students
and the community. Basically, the

development of programs requires
the following:

• Identification of the activities
or tasks (e.g., instruction, supervis
ion) required to achieve objectives.
• Development of schedules for
the activities in light of the time
periods specified in the objectives.
• Assignment and scheduling of
resources for the activities.

A program structure is a hier
archical arrangement of programs
that reflects the relationship of pro
gram activities to goals and objec
tives. Conceptually, it is desirable
to group and arrange all programs
in accordance with the goal and
objective structure previously de
scribed. From the practical stand
point, however, a program struc
ture must take into account the ex
isting school system and organiza
tion structure, the existing pro
grams, and the existing responsibili
ties. The initial program structure,
therefore, should be looked upon
as being tentative. Continuous
evaluation and modification of pro
grams would provide the updating
and refining necessary for the pro
gram structure to properly reflect
the direction and intent of the
school system.

Program analysis
Program analysis, the keystone
and single most beneficial compon
ent of a PPBS, begins during the
planning phase with the setting of
goals and objectives. Thus, pro
gram analysis plays a significant
role in modifying or initiating new
goals and objectives in light of the
changing needs of the community.
It moves into high gear, however,
during the programing phase when,
as a result of systematically con
sidering each objective, decision
making is substantially enhanced.
Program analysis comprises the fol
lowing tasks:

• Establish general program se
lection criteria. The achievement of
objectives can typically be accom
plished by following any one or
Management Adviser

more of numerous program ap
proaches. Confusion regarding
which approach to choose can be
eliminated if selection criteria can
be specified in advance. This also
helps in the elimination of any pro
gram alternatives that are incom
plete or extreme. A maximum
amount of resources to be applied
or the inclusion of a need for spe
cific expertise are examples of cri
teria which could be used in a par
ticular situation. The key thought
to remember is that the criteria will
vary in each situation and that they
may involve several factors.
• Develop alternative programs.
Alternative programs for meeting
the goals and objectives are de
signed. The activities, or tasks, and
the resources required to imple
ment and operate the program al
ternatives are identified. Resources
could include, but not be limited
to, personnel, materials, and facili
ties. Typically, the existing pro
gram is included in each instance.
• Apply cost to alternative pro
grams. The cost of each program
is estimated for the life of the pro
gram or for a minimum of three
to five years, depending on the pro
gram. This provides some indica
tion of the future financial impact
of current program decisions over
a period of time.
• Define anticipated benefits of
alternative programs. The benefit
values of the alternative programs
are also an important consideration
for selecting the appropriate pro
grams. Benefits in this instance
mean the anticipated desirable out
comes of educational programs.
For example, the percentage of
children who improve their read
ing score is a benefit, as is the num
ber of high school seniors going
on to college.
• Analyze cost-benefit relation
ships for program selection. The
costs and benefits of each alterna
tive program are analyzed with re
spect to achievement of the goals
and objectives, effect of constraints,
general selection criteria, and rela
tionship of benefits to costs. Even
tually, one program emerges as the
most appropriate one. It may not
March-April, 1972

be the most expensive or the most
cost-effective, or even the “best,”
but it is probably the program that
is within the constraints and one
that the district can best afford at
the time.
• Select preferred program. The
program selected should be form
ally defined and documented in a
program memorandum. Careful
documentation of the program an
alysis process and of the reasons
for the final program selection will
prevent needless repetition of ef
fort at a later date.
Budgeting

A PPBS requires that the annual
budget be documented and re
ported on a program basis. This is
commonly called a program bud
get. However, the program budget
is more than a listing of the pro
posed expenditures by program, as
is commonly believed. It is a plan
that relates the proposed expendi
tures to the goals, objectives, and
programs of the district as encom
passed in the established program
structure. In grouping costs by pro
gram, the budget indicates where
the educational emphasis is being
placed. Frequently, it also denotes
the priority interests of the dis
trict.
The district should also attempt
to project the estimated costs for
a period of several years into the
future in the form of a multi-year
financial plan. It is obviously diffi
cult to obtain a high degree of ac
curacy when projecting cost data
too far into the future, but gross
planning techniques and gross re
sults are sufficient for this type of
long-range decision making.
Evaluation

The final step in a PPBS is the
evaluation of results to determine
whether the education program is
as effective as anticipated, and
whether the budget resources were
adequate. In performing this task,
a district compares the program re
sults against the evaluation criteria
established in the planning phase.

If the objective has not been ac
complished, the program is ex
amined and an attempt is made to
identify the reasons for the desired
results not being met. Possibly the
outcome was not realized because
resources were too limited. Alterna
tively, the objectives might have
been inappropriate, the evaluation
criteria might have been unreason
able in terms of pupil abilities, or
the program alternative could have
been an improper choice. While
identification of specific reasons is
difficult, PPBS does furnish sub
stantial insight by defining through
objectives what a district wants to
attain, and providing for an evalua
tion in terms of these planned ac
complishments.
PPBS is a continuous process, as
indeed all management processes
should be. One can enter the PPBS
at any point and at any time. More
important, a district is not expected
to rest with its goals, objectives,
constraints, and programs once
they are established. These must
be constantly examined and re
vised as the situation changes in
the community and as each teacher
and administrator takes action to
improve the education program.

A case study
As with all concepts and tools,
however sound, the challenge of
PPBS is to translate it for a speci
fic school system so that it can be
used in a practical and effective
manner. Let us, therefore, devote
the balance of this article to a case
study of a Northeastern school dis
trict to illustrate an approach to
PPBS implementation.
The direction of the PPBS pro
ject for the district was placed in
the hands of a task team consist
ing of the superintendent of
schools, the assistant superin
tendent for instruction, the assis
tant superintendent for business,
principals, curriculum coordinators,
teachers, and a member of the
board of education. The PPBS im
plementation was conducted in ac
cordance with a detailed work plan
that was developed at the start of
31
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Initial tasks for task team members: Identifying methods of communication available . . .

the project and, as outlined in Ex
hibit 1 on pages 32-33, included the
following steps:
• Held initial meeting. The ma
jor part of the initial meeting of the
PPBS task team was devoted to a
review of the implementation work
plan. The meeting also provided an
opportunity to communicate the
purpose of the PPBS project to the
task team members, and to involve
the task team immediately in the
PPBS implementation process.
• Evaluated current practices.
The current and projected opera
tions and skills in the district were
reviewed and evaluated to identify
strengths and weaknesses pertinent
to a successful PPBS implementa
tion. A report was then prepared
identifying the extent of the short
comings and describing the re
quirements to be fulfilled by the
district if it was to be successful in
the establishment of a PPBS. This
analysis was also valuable in that
it communicated the purpose of the
PPBS to persons interviewed. Fears
and misunderstandings were there
by minimized.
• Selected target programs. The
district selected target programs
upon which program analysis
would be performed. The selection
was based on certain factors. First,
the programs had to lend them
selves to analysis. For example, a
program funded by a state or Fede
ral agency usually has more in
formation available describing the
program than a locally funded plan
since these data are necessary to
obtain the funds initially. Another
factor considered in program se
lection was whether or not the pro
grams were problem areas. Since
time and effort were to be spent
analyzing the goals, objectives, and
program activities, it was deemed
more logical to apply the process
to programs that were already
problems or issues rather than to
34

those of less immediate concern.
Finally, the initial program selec
tions required the participation of
only a few persons in the analysis
process. This allowed the district to
experiment with program analysis
with a minimum commitment of
time and dollars.
• Oriented task team. A threeday seminar was held to orient the
task team and those participating
in program analysis in the princi
ples and requirements of an opera
tional PPBS. The participants were
instructed in the methods and tech
niques for developing goals and
objectives and identifying con
straints. Case studies were intro
duced and used as a basis for guid
ing the participants through vari
ous facets of an actual PPBS im
plementation. When feasible, weak
nesses and shortcomings previously
identified in the evaluations of the
district’s current operations were
incorporated into the seminar ma
terials.
The seminar was also used to
update the implementation plan
and to assign initial tasks to the
task team members. Assignments
were made to identify methods of
communication available to the dis
trict, to determine those persons or
groups who should be familiar with
PPBS, and to develop tentative tar
get dates for implementing the
plan. Other task team members
were asked to accumulate district
data to support program analysis
in the target program and to iden
tify existing constraints. Finally, a
steering committee was created and
charged with the responsibility for
developing a district program
structure, as explained below, for
presentation at a subsequent work
shop.
• Developed tentative program
structure. A program structure is
a hierarchical arrangement of pro
grams within a school system, and
highlights the relationship of pro

gram activities to goals and objec
tives. This in turn allows district
personnel to visualize the educa
tional philosophy of the district as
well as recognize the interrelation
ships which exist among programs.
With this concept in mind, the task
team steering committee met to de
velop a tentative program struc
ture. Various examples of struc
tures—for example, discipline-ori
ented (English and mathematics),
grade level-oriented (elementary,
middle, secondary, etc.), student
need-oriented (college preparatory,
vocational)—were reviewed by the
participants to familiarize them
selves with the types of structures
possible.
While conceptually the program
structure should be based on the
district’s goal/objective structure, it
was not considered practical in this
case. Instead, therefore, the district
thought in terms of its general ed
ucational philosophy and attempted
to develop a structure accordingly.
Asking pertinent questions, it de
veloped tentative orders of pro
grams which primarily included ex
isting district program terminology.
Eventually, a program structure
categorized primarily by life span
by discipline emerged.
• Conducted workshop. A twoday workshop was held to review
and approve the program structure
developed and to begin the pro
gram analysis of the district’s target
programs. The steering committee’s
presentation of the structure to the
task team provided an opportunity
for intensive discussion. As each
level of the structure and each
program title were reviewed, the
rationale for the particular decis
ion was discussed, challenged, and
defended. Modifications were made
and the structure was approved by
the task team.
The district then began program
analysis of one of its target pro
grams. This involved synthesizing
Management Adviser

. . . determining those who should be familiar with PPBS, and developing target dates

the historical and descriptive pro
gram data accumulated since the
orientation meeting and evaluating
this information in terms of what
the target programs should be ac
complishing. Tentative goals and
objectives were defined to support
this analysis, discussed by the task
team members, and revised, elimi
nated, or replaced.
As each step in the analysis was
conducted, reference was con
stantly made to district-wide and
individual program constraints.
Where a constraint represented a
limitation to an objective state
ment, the statement was either
modified or eliminated. By the end
of the workshop, the district was
able to develop tentative goal and
objective statements. In addition,
the exercise had provided it with a
greater in-depth understanding of
PPBS and the types of processes
required to develop goals and ob
jectives.
• Performed program analysis.
Program analysis is a conceptual
activity and requires a high degree
of interaction among interested,
knowledgeable people. Four or five
persons are the minimum that
should be involved in any program
analysis session.
Over the course of a year, the dis
trict extended program analysis to
the other target programs. It con
stantly refined the goals, objectives,
and evaluation methods for all tar
get programs. In some cases, goals
and/or objectives were eliminated
because they were really declara
tions of process (how the program
would be carried out), rather than
declarations of purpose (what the
district wanted to accomplish).
Objectives which did not properly
relate to the goals, or were not
written to include the entire popu
lation served by the program, had
to be revised or eliminated. The in
itial results of program analysis in
one program area are illustrated in
March-April, 1972

Exhibit 2, on page 36, in a pro
gram memorandum of the type cus
tomarily prepared for each pro
gram.
In developing the goals and ob
jectives, the district was able to
obtain only limited historical and
statistical data to support the an
alysis of the target programs. How
ever, the available time was too
short for more intensive research.
Accordingly, for the initial year
only limited support was developed
for the statements of objectives.
Also, methods and criteria estab
lished to evaluate program effec
tiveness were for the most part
based on existing methods. Where
no evaluation tools existed, new
methods were developed. In fact,
there was considerable discussion
about the limited number of evalu
ation tools available and the need
for research into new and more
effective methods of evaluation.
Once goals, objectives, and
evaluation criteria had been es
tablished for the target programs,
program alternatives for accom
plishing the objectives were identi
fied and evaluated in cost-benefit
terms. As part of the analysis, fiveyear financial plans were prepared
for the target programs. The cost
projections were based on the pro
gram definitions and resource re
quirements articulated in the pro
gram descriptions. The district was
then able to visualize the impact of
its decisions over the long term.
In developing the cost data, con
cern was voiced regarding the
methods used in forecasting expen
ditures, especially salaries. It was
decided that cost projections
should be made at present values
and/or constant terms rather than
attempting to consider the results
of inflation or future negotiations.
• Developed program budget.
Since the budget for the forthcom
ing fiscal year was to be prepared
on a program as well as a conven

tional function-object basis, instruc
tions were issued to school person
nel to develop the budget on both
bases. Previously, the budget re
quests had been prepared by di
vision, and building, and for ob
jects of expenditure (that is, sal
aries, supplies, etc.) only. This
time, however, the departments
within the schools were asked to
prepare their individual program
budgets. Program changes or ad
ditions had to be supported with
reasons for change, the anticipated
achievement, and the evaluation
methods to be used.
• Refined program structure and
developed program codes. As the
district developed its program bud
get, it also went through a process
of refining its program structure,
selecting more descriptive termin
ology to properly identify the vari
ous program levels and activities,
and categorizing departments and
operating units to the program lev
els in the structure. A coding sys
tem that conformed with the pro
gram structures was then con
structed to facilitate the recording
of financial and other data.
• Implemented program ac
counting. Instituting program ac
counting was an important part of
the PPBS plan. Without proper
cost information, it is difficult to
ascertain the fiscal results of a pro
gram or to know whether opera
tions have been contained within
approved budget appropriations.

The benefits

PPBS is a process that encour
ages persons in each activity to
relate to and understand all other
activities in the district. It is a
total process for developing, co
ordinating, evaluating, and improv
ing the district’s activities. As such,
there are the following benefits
which result from PPBS that gen
erally would not otherwise exist:
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EXHIBIT 2

Program Memorandum
Foreign Language in the Elementary Schools

Program Description:

All students take French if enter on odd year.
All students take Spanish if enter on even year.
All students continue whichever language begun.
All students continue except those with severe learning disabilities; those emo
tionally disturbed and disruptive in class; slow readers getting special help;
children in learning centers.

Grade Four:

Grade Five:
Grade Six:

Special foreign language teachers travel from school to school: A total of 11 teachers, some teach French,
some Spanish. All have two schools, some as many as three daily.

Classes meet four times a week, 15 minutes per period. Time allotment remains constant for the threeyear period.
In Grade Six: A thorough evaluation leads to elimination of about 45 per cent prior to continuation in
grade seven. There is no beginning language in grade seven; therefore, students not recommended may
not study language until grade nine.

Goal Statement:
Goals: To develop skills in the target language, cultural awareness and appreciation, and a positive at
titude in the student toward himself and toward foreign language learning. To make the stu
dent’s learning relevant and enjoyable.

Sub-Goals:

1. To develop a set of skills in listening, speaking, reading, and writing.
2. To develop a knowledge and appreciation of deep and formal culture.
3. To develop in each student a sense of success and enjoyment as he progresses from level to level.
Objective Statement and Evaluative Criteria:

36

A.

For 60 per cent of the students involved in each of the three levels of the pro
gram to show an increase in achievement in listening, speaking, reading, and
writing in the target language by June 1972 as measured by teacher-made tests,
standardized achievement measures, and professional judgment.

B.

For 40 per cent of the students involved at all three levels of the program to
achieve at their optimal level in foreign language as measured by a comparison
of scores on achievement tests in the skills learned and an aptitude test adminis
tered early in grade four.

C.

For 50 per cent of the students involved in all three levels of the program to
experience increased interest and enjoyment in foreign language study (learning)
as measured by an attitudinal study given at the end of each school year.

D.

For 60 per cent of the students involved in all three levels of the program to
demonstrate an increased cultural awareness as evidenced by comparison of
scores on the same cultural awareness test as administered in September and
May of each year.
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PPBS considers program outputs rather than just the usual inputs of teachers, facilities, etc.

• Framework for accountability.
The key need in educational man
agement in this period of multiple
demands is accountability, and
PPBS provides an opportunity for
districts to demonstrate this. First,
the district can show that it is
establishing goals and objectives in
the light of the community’s needs.
It then evidences that it is attempt
ing to choose programs that are
the most cost-effective way to meet
the goals and objectives. Finally,
there is the opportunity, during the
evaluation phase, to demonstrate
achievement.
• Effective planning for the fu
ture. PPBS provides superinten
dents with an opportunity to plan
for the future. Further, it entails
a more rational type of planning in
that it also considers the program
outputs rather than just the usual
inputs of teachers, facilities, etc.
In effect, it is a long-sought sta
bilizing element that permits a dis
trict to counter what are often the
emotional and short-term demands
of those who would serve their im
mediate ends to the detriment of
all others.
• Better utilization of resources.
While PPBS is not considered a
cost-reduction process, it does pro
vide for more effective utilization
of what are becoming increasingly
scarce resources. The system re
quires the designation of specific
resource needs. It considers the full
cost of the programs and not just
the additional costs. The resources
are related to the objectives to be
achieved. Finally, the long-range
as well as the short-range impacts
are considered. The net result of
all this is that funds can be chan
neled directly toward the estab
lished priorities and away from
needs formerly regarded as essen
tial. Also, there can be some as
surance that funds will not be
wasted by uncertainty or unneces
sary change.
• Acquisition of support. Gov
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ernment agencies increasingly re
quire that grant requests be sup
ported with detailed statements of
plans and expected accomplish
ments. The PPBS approach in
creases a district’s ability to obtain
such grants in that it fosters this
type of program management. In
deed, the clear and concise man
ner in which educational programs
are analyzed and described under
PPBS can greatly enhance support
within the district from the board
and the community.
• Personnel involvement. In an
alyzing program alternatives, iden
tifying problem areas, developing
objectives, or preparing program
budgets, school personnel at all
levels in the organization have a
greater opportunity to provide in
put into the decision-making pro
cess. The involvement includes not
only the persons directly responsi
ble for the areas being analyzed,
but also other individuals who, be
cause of their expertise, viewpoints,
or objectivity, can offer meaningful
assistance in accomplishing the
stated tasks. This level of involve
ment is good for several reasons.
It results in increased teacher par
ticipation in curriculum develop
ment, and it offers administrators
and teachers an opportunity to gain
greater appreciation for each
other’s areas of responsibility. Pos
sibly the single most important
benefit is that it fosters intra- and
inter-disciplinary dialogue and dis
courages shortsightedness among
curriculum and administrative per
sonnel.
• Opportunity for self-study.
The program structure develop
ment and program analysis com
ponents of PPBS provide what is,
in effect, a self-study. The district
must determine what it is that it
is trying to accomplish, how it is
being accomplished, and when it
is being accomplished. In attempt
ing to answer these questions, a
district usually finds out many in

teresting things about itself that,
in turn, prompt far-reaching
changes. Further, while this infor
mation or change could have been
obtained without the rigors of
PPBS, using the system provides an
assurance that all relevant aspects
are considered.
• Effectiveness of decision mak
ing. The prime use to which an or
ganization should put PPBS,
namely as an aid to decision mak
ing, is also a benefit for a school
district. The community, the board,
the superintendent, the administra
tors, and the teachers have better
and more complete and logically
presented information about the
district and the needs it serves. Fur
ther, information is developed by
an intensive analysis of the exist
ing and projected situation, and
this too improves understanding of
the district and its needs. With in
formation and insight—the two pri
mary elements of decision making
—arid channeled by the concept of
accountability, district management
finds itself in a most advantageous
position.

PPBS represents a significant
change in school operations. Many
questions will be raised regarding
the reasons for adopting and im
plementing the system. Apprehen
sions may develop over possible
implications, including the use of
evaluation methods as a device to
measure personnel performance. It
is, therefore, advisable for a school
district to move slowly at first in
implementing a PPBS. A district
should have an opportunity to try
the process out by experimenting
with its various components over a
period of time.
The approach outlined in this ar
ticle can provide this opportunity,
can encourage the development of
positive attitudes, and can help
convince district personnel of the
many benefits which a PPBS can
provide.
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